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Redesigning the "Org Chart" to integrate Human Intelligence (HI) and Artificial Intelligence (Al) into a single, high-velocity
modality — a case study in Operations & Efficiency by Fortis & Peak Consulting & Investment.



The Challernge - The Parallel
Proce ss” Trap

A global logistics and consultancy firm attempted to scale by simply "bolting
on" Al departments alongside their human teams. Rather than creating
synergy, this approach produced a fractured environment where Al-driven
insights were treated as suggestions rather than core operational drivers — a

costly and paralyzing miscalculation.

The Symptom The Comple xity

Doubling of software costs with The "0Old Org Chart" relied on linear
zero increase in project communication. Decisions were
throughput. Investment in Al getting stuck in the "Human
yielded no measurable Review" phase, neutralizing the
operational return. speed advantage that Al was
supposed to deliver. The machine
was fast; the structure was not.




The Dagnostic Structural Rgidty

Fortis & Peak identified that the failure wasn't technological — it was architectural. The firm was attempting to run 21st-
century intelligence on a 20th-century organizational skeleton. The tools had evolved; the structure had not.

"The firm was operating in 'Parallel Modalities' — humans doing their jobs and Al doing its job, with a massive gap in
between. To reach 'Peak’ performance, these had to become a 'Mixed-Modality' unit where the distinction between a
human task and an automated task disappears.”

This diagnosis reframed the entire engagement. The problem was not a technology deficit, nor a talent gap — it was a
structural one. The organization had built walls between its most powerful assets and called it a workflow. Fortis &
Peak's mandate became clear: tear down the walls and redesign the architecture from the ground up.



The Pivot: Inside the Solution

Fortis & Peak scrapped the traditional department silos entirely and replaced them with Mixed-Modality Cells (MMCs) — integrated

units where human creativity and Al execution operate as a single, indistinguishable force. The "New Org Chart" no longer maps

people; it maps Capabilities.

The Synapse Rde

A new position — the Modality Lead
— was created whose sole job is to
monitor and reduce friction between
human creative input and Al output,
acting as the connective tissue of
the MMC.
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Dynamc Re source Allocation

Using the 3D&S methodology
(Define, Design, Deliver, and Sustain),
job descriptions were redefined.
"Data Analyst" became "Pattern
Orchestrator" — responsible for
verifying Al-generated trends and
injecting high-level strategic nuance.

Overcoming Identity Crisis

High-level consultants felt their value
was being "diluted” by the machine.
Fortis & Peak repositioned Al as their
"Digital Intern" — handling 90% of
cognitive labor so the consultant
could focus 100% on high-value
client advisory.



The Breakthrough: Evidence of Excellence

By shifting to a Mixed-Modality structure, the department fundamentally transformed its delivery model. The results were not
incremental — they were categorical. Every key performance indicator moved decisively in the right direction, validating the
architectural redesign as the correct intervention.

Performance Indicator Traditional Structure Mixed-Modality Cell Impact
Project Delivery Time 12 Weeks 3 Weeks -75%
Operational Overhead 100% (Baseline) 65% -35% Cost
Innovation Rate 2 Ideas / Month 14 |deas / Month 7x Increase
Client Satisfaction 8.2/10 9.7/10 Elite Tier
Faster [2 lie ry Cost R duction
From 12 weeks to 3 weeks per project Operational overhead slashed from baseline
/X 0.7
Innovation Rate Client Satisfaction

From 2 to 14 new ideas generated per month Elite-tier score, up from 8.2 /10



The Reak Irsi ght: Ine gration (& oma try

"The 'Peak’ performers of the future will not be the companies with the best Al, nor the ones with the best people.
They will be the ones who have the best Integration Geometry."

Success is found when organizations stop asking “What can my people do?"and start asking "What can this modality
achieve?”The distinction is not semantic — it is strategic. Companies that continue to treat Al as a department, a tool, or
a vendor will remain trapped in the Parallel Process. Those who redesign their architecture around integrated capability

will define the next era of competitive performance.

This Operations & Efficiency case explores the structural evolution of the modern workplace — moving away from
traditional hierarchies toward a hybrid ecosystem of humans and autonomous agents working as one unified, high-

velocity force.



About Fortis & Peak

Fortis & Peak Consulting & Investment enables organizations to redefine strategic direction and realign operating models to
unlock sustainable growth. This Operations & Efficiency | Strategic Proof is one demonstration of that mission in action —
translating structural insight into measurable, lasting performance.

Our Approach Who W Work W th
We combine the rigor of top-tier advisory with a distinctly We engage selectively with organizations that seek clarity
hands-on approach — translating strategy into at the top, precision in execution, and results that endure
measurable performance, operational discipline, and well beyond the engagement. Our clients are not looking
scalable execution. for reports — they are looking for transformation.
@EP Strate gic Clarity @ Operational Discipline 7Io§§ Scalable R suts
0000
Redefining direction at the Translating strategy into Delivering outcomes that
executive level with precision structured, measurable endure and compound well

and purpose. execution frameworks. beyond the engagement.



Ergage Wth Forti€t Re ak

Ready to move beyond the Parallel Process Trap and build your organization's Integration Geometry? Fortis & Peak

works selectively with leaders who are serious about structural transformation and sustainable competitive advantage.

@ V¢ bsite Email

www.fortisandpeak.com info@fortisandpeak.com

[J Operations & Efficiency | Strategic Proof — This case study is published by Fortis & Peak Consulting &
Investment. All performance data reflects outcomes achieved within a specific client engagement and is
presented for illustrative purposes. Results may vary based on organizational context and implementation.
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